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FOR AN ADDITIONAL ASSISTANT POSTMASTER GENERAL 





THURSDAY, MAY 28, 1953 


Hovss or REPRESENTATIVES, 
CoMMITTEE ON Post OFFICE AND CIVIL SERVICE, 
Washington, DG, 

The committee met, pursuant to call, at 10 a. m. in room 2138, Old 
House Office Building, Hon. Edward H. Rees, the chairman, presiding. 

The Ciamman. The committee will come to order. 

We will resume our discussion with respect to H. R. 5302, contimu- 
ing our hearing that began on Thursday last week. ‘The members will 
recall that the Deputy Postmaster General, Mr. Hook, spoke to us 
briefly at a scheduled executive session and was invited to come back 
here today along with Mr. Sam Burk. It is my understanding that 
he is from the Pittsburgh Plate Glass Co. of Pittsburgh, and has been 
doing some work voluntarily with the Post Office Dep irtment. 

The bill, H. R. 5302, will be inserted in the record at this point. 

(H. R. 5302 is as follows :) 

[H. R. 5802, 83d Cong., Ist sess.] 
A BILL To provide for an additional Assistant Postmaster General in the Post Office 


Department 


Be it enacted by the Senate and House of Representatives of the United States 
of America in Congress assembled, That there shall be in the Post Office Depart- 
ment an additional Assistant Postmaster General, who shall be appointed by the 
President by and with the advice and consent of the Senate, shall perform such 
duties as the Postmaster General may designate, and shall receive compensa 
tion at the rate of $15,000 per annum or at such other rate as may hereafter 
be provided by law for Assistant Postmasters General. 

The Cuatrman. We would like to hear now again from you, Mr. 
Hook. As I understand it, one of the major responsibilities is that 
of personnel, and as I said before, in my judgment this is in harmony 
with recommendations made by our own subcommittee and approved 
by our committee on postal operations, so I am going to call on Mr. 
Hook at this time to proceed. 

I may say that one of the principal questions, Mr. Hook, is whether 
or not In your judgment the Post Office Department in the appoint 
ment of an Assistant Postmaster General in charge of personnel will 
develop more efficiency and economy. Especially question has been 
raised whether it will work for more or less personnel in the Post 
Office Department. You may proceed. 


STATEMENT OF HON. CHARLES R. HOOK, JR., DEPUTY POSTMASTER 
GENERAL, ACCOMPANIED BY SAM BURK, CONSULTANT, AND BEN 
GUILL, EXECUTIVE ASSISTANT TO THE POSTMASTER GENERAL 


Mr. Hoox. I am very happy to amplify my remarks of last week 
and answer any further questions you might have which are not 


1 
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covered by my opening statement. I do have with me, in support, 
Mr. Burk, of the Pittsburgh Plate Glass Co., who is in charge of 
industrial relations there. Mr. Burk is also vice president of Ameri- 
can Management Association, personnel division, which is an hon- 
orary title and one of the greatest distinctions, if not the greatest, 
in the country in connection with personnel administration. He has 
been working with us for 90 days on a voluntary basis at no cost to the 
Government studying this whole personnel problem. His assignment 
was to bring to the Department a fresh viewpoint, take a look, and 
tell us how to best organize with the least expense and with the greatest 
effectiveness. 

The recommendation before you is one of the recommendations 
which he made to us and which we think is eminently sound, Mr. 
Chairman, I have a prepared statement, a brief statement, that you 
have before you. I would be glad to read it, or to reduce it as you 
choose. 

The Cnatrman. Just go ahead and highlight your statement, and 
we will put your prepared statement in the record or you may do as 
you choose. It is not very long, so why not just go ahead? 

Mr. Hoox. The Post Office Department, except for the Department 
of Defense, is the largest employer of civilian personnel in the world, 
employing upwards of one-half million people. 

It is also true that 72 percent of the Post Office Department’s budget 
goes for payment of wages and salaries which total nearly $2 billion 
a year. ‘This means that people, the way they are employed, trained 
and treated are a primary factor both for the efficient operation of 
the postal establishment and for the morale of its vast body of 
employees. 

At the present time, there is no one person in the whole postal 
establishment, with the exception of the Postmaster General or the 
Deputy Postmaster General, who is responsible for overall personnel 
policy; no one person to whom the employees, the heads of bureaus, 
or the Congress can turn for advice, guidance or information on per- 
sonnel matters. 

As presently organized, the Post Office Department has personnel 
divisions in each of its four major bureaus and within one of the 
bureaus, there are three separate personnel units. There is no coordi- 
nation among these personnel units, with the result that divergent and 
inconsistent decisions, policies and practices exist and positive cor- 
rective action in the field of personnel administration falls by the 
wayside. 

The weakness of this setup has been recognized by the congressional 
committees that have investigated the Post Office Department, par- 
ticularly the St. George committee, as well as by the Hoover Com- 
mission. In fact, in five of the other agencies all of which are much 
smaller in terms of personnel than the Post Office Department, Assist- 
ant Secretaries for Administration have been created. The largest 
responsibility of these positions is personnel administration, although 
because of the much smaller number of employees certain other admin- 
istrative duties have been added. In the Defense Department, an 
Assistant Secretary for Manpower and Personnel has been provided 
for at $15,000 per annum. One of his deputies is in charge of civilian 
personnel and is in GS-18 at $14,800; he, in turn, has a Director of 
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Civilian Personnel for each of the three services; each position is in 
GS-16. 

The Post Office Department now has no comparable officials and is 
asking for but the one under discussion. 

Not only is the personnel function scattered among the various 
bureaus without coordination and without any one person being 
responsible for consistent action but positive pet rsonnel programs have 
not been developed. The present function is largely one of record- 
keeping and checking of routine actions. For example, there is no 
organized training program in the whole postal establishment. This 
is true for supervisors as well as for other employees. The result is, 
of course, inefficiency and below standard service to the public, as well 
as lowered morale, 

One of the first steps under a sound personnel program would be the 
development of training programs. These programs would be aimed 
at bringing new rank and file employees to acceptable production levels 
in much less time than now required, at improving productivity of 
present employees, and particularly at improving the quality of 
supervision. 

Another of the first steps would be to improve the recruitment, se- 
lection, and placement process. While the Post Office Department 
must work within civil-service regulations, we have not taken advan- 
tage of the delegation of authority under such regulations. At present, 
for ex: imple, little or no attention is given to the essential activity 
of recruiting. There is also the question of the proper number of 
classes of positions into which new employees are hired. Undoubt- 
edly, there are many positions in the field service requiring specialists 
of various kinds for which specially designed examinations should be 
given. There is a crying need for the deve ‘lopment of objective 
methods of selecting people for higher level positions, 

Occupational accident and illness prevention activities have been 
carried on but need more emphasis in the field and top-level manage- 
ment attention and support. 

We should provide centralized advice and counsel on relations with 
employee organizations and one location at headquarters where em- 
ployee representatives may bring general inquiries and from which 
communications may be given out. 

It is proposed that the various personnel.functions which are now 
performed independently should be put under one head together with 
the proposed new activities such as training, recruitment, organiza 
tion relations, etc. TThe mere consolidation of the large recordkeep- 
ing function will provide sufficient savings to make it possible to add 
the small number of technical staff needed to provide a positive 
personnel program. 

The net result of the consolidations and the reorganization will be 
an overall saving in the personnel function at headquarters of ap 
proximately $100,000 in 6 months’ time. The major savings, of course, 
from such a program will come in the field due to greater efficiency 
and improved morale. Such improvements will make it possible to 
decrease substantially the number of employees who are normally 
hired each year with resultant savings of a major character to the 
Department as a whole. 
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While the savings at headquarters here in Washington will not be 
1 


large, I do want to make it clear that the ob jective of this reorganl- 
zation is to decrease rather than in any way increase the costs of the 


Department and the personnel function. 

When this consolidation and improvement takes place one person 
will have to ‘sponsible for its operation. This person must be 
one of outst: Lae pre fessional competence if the function is to be 
carried o t successfully. We beheve most sincerely that this indi- 


vidual no matter how competent needs authority commensurate with 


that of other bureau heads. Also, the size of the job, with 5OO.000 
peop! the establishm . the need to give recognition to the i impor- 
tance of sound and consistent personnel policies and procedure all 
ndieate the necessity for enactment of the bill as ice Rae 

Since the new program will cost less than the present eeevene 
for personnel activities, since it will improve the efficiency and morale 
and decrease overall costs, since it will provide a centr: a point for 
nquiry and : » both from within the establishment and from the 
(Congress, we ices it 1s necessary and reasonable request. We 


hope it will have your unanimous support. 

‘| hank you, Mr. ¢ hainmian. ] \ ill be lad to answer any questions 
hat anyone may have, 
The CnHairMan. First I want to say to the committee that in dis- 
cussing this matter with the Postmaster General, and I would like 
to have you verify it, no person has been selected for this position, 





; that correct ? 
Mr. Hoox. That is correct. 
The Cuainman. There has been suggestion that there was already 
an appointment committe dd, and it is just a matter of formality. 
Wouk you like to procee l, Mr. Burk? 

Mr. Burk. 1 have noth ng sper re to say e cept to answer any 
questions that you may have. I would like to say, eam tees when 
[ came down here I was told that I was here to reduce the cost of 
personnel ee in the Post Office Department. I started 


at that objective, and in these widely scatte on personnel units, I saw, 
Ol sada iit aoe kly that it Was ee le to reduce costs. 
I must say that I was greatly shocked that in a department of this 


ze there was no provision at all for what I call positive personnel 
administration. As Mr. Hook has pointed out, we will pay for this 
pos tive personnel administration through economies to be effected 
in the present and current widely scattere “dl ] ersonnel activities which 

largely routine, checking, , things t] hat do not have to be done 
n Washington. 

The CuatrMan. We want you to know that we appreciate your 
coming down here this morning, Mr. Burk. From what I have heard 
through the Postmaster General, you have done a splendid piece of 
work voluntarily for the good of the cause. 

Mr. Murray? 

Mr. Murray. Well, as I stated at a previous meeting when Mr. Hook 
appeared before the committee, I am strongly in favor of this legisla- 
tion. I worked with the Post Office Department for a good many 
vears., al d I ky iW somethir ne ; abou t the personne | prob le ms down there. 
I know how diversified and scattered their personnel responsibilities 


are. 





ADDITIONAL ASSISTANT POSTMASTER GENERAL v 


For instance. I believe there is the Assistant Postmaster in charge 
ot operal ions, WhO Carries about three units mm his uv ision. Then you 
have transportation, and then you have your facilities and your 
finance, and you have to go to each one of these different divisions 
to find out ae perso} nel, There Isa ha k of coo rdination, and J 
think unquestionably the enactment of this legi ption will result in 
a savings to the  Decactional and that is not the big thing, but it will 
result in more eflicient and better practices in the De ‘partment, 

Mr. Gross. Will the gentleman yield at that point é 

Mr. Murray. Yes. 

Mr. Gross. I wonder why we have not had this proposed assistant 
in the Department in pl ior years if the need has been great? 

Mr. Murray. I do not know, and of course I was not the Postmaster 
General. 

The CHaAatrMAN, Mr. Corbett? 

Mr. Corsperr. I have one question which is really a continuation of 
a question of last week, and I think both Mr. Burk and Mr. Hook 
might well address themselves to it. I recognized that, when we go to 
report this bill, we are going to Immediate ly be confronted with the 
argument th: at the administration policy is reducing the payroll, elimi- 
nating overlapping, and so on. 

This will definitely eliminate a lot of overlapping and duplicate 
functions, but I can see both on the floor and in the public press many 
charges—“Sure, they are squeezing the payroll down at the bottom 
and loading more executives at the top.” Particularly the question 
will probably be raised as to why it requires another Assistant Post- 
master General rather than simply a director of personnel. 

I think for the suecess of the legislation both in the public’s mind 
and with the members who are pretty definitely committed to a pro- 
gram of reducing costs that this statement requires some amplification. 
i hope and believe you can give us the necessary detail. We can get 
up here and say that “Yes, this will save, this will produ ‘e greater 
eftic iency,” of which I am relatively convinced, but certainly there 
must be s something in mind as to the number of persons presently 
employed in these various subdivisions, what it would probab ly result 
in, and I think if you can equip us with those facts and if that 1s made 
generally known to the public, the questions which we raised last 
week will disappar. 

The CuHatrMaNn. Mr. Morrison ? 

Mr. Morrison. I have no questions 

Mr. Corrvetr. Mr. Chairman, I had not finished. 

The CHarrMan. Excuse me. 

Mr. Corbett. I asked the question how would they answer those 
questions. 

Mr. Hook. Mr. Corbett, I made some attempt to answer that ques- 
tion last Thursday. Perhaps a fresh answer and viewpoint would 
further clarify it. Maybe Mr. Burk would like to comment on it. 
If he does not fully answer the question I would be happy to comment 
rt 

Mr. Burk. We have at the present time in the Post Office Depart- 
ment 242 people engaged in personnel activities of one kind or an- 
other. The total salaries of that group of 242 people is $1,050,000 in 
even numbers. Under our proposal, and assuming that at some one 
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point in time we have eliminated the people that we are going to 
eliminate and have added the other people, we will have 234 employees 
with salaries totaling $1,103,000, an increase of $53,000 per year. 

As soon as we have brought these people together and can start elim- 
inating the duplication and ean delegate to the field the approval of 
routine personnel actions, we will be able to reduce the total number 
of people 234 by somewhere bet wen 40 and 50. 

If it is 40, the reduction will amount to approximately $160,000. If 
it is 50, the reduction will amount to approximately $201,000. If you 
subtract the $53,000 that we will add in salaries at the moment of 
reorganization from the proposed further savings of either $160,000 
or $200,000. the initial savings will be between $100,000 and $150,000. 
and that will be within 6 months after the reorganization. 

I can give you more detail, I can tell you the jobs that we have, and 
up. It depends on how much detail you want, 


how they are set 
Congressman. 
Mr. Corserr. Mr. Burk, I think it would be very well if those could 
be ineluded in the record at this point. It would be most useful in 
the report without taking our time now. It will just be inserted in 


the record. 
Mr. Burk. The detail ? 
Mr. Corsnetr. Yes. 
(The information referred to follows:) 


Bureau of Personnel Administration Proposed cost estimate 


Grade ‘ 
I tior : eee lar oe Remarks 
la 
As : I ( wn $ 000 
Pe 
Adn a RAL 2.8 
‘ ur 4. 5R¢ ) 
I 11 " ] 
A : ( 40,000 | I e reduced to 2 later 
D 
Secr 1 \ be red 1 to 4 later 
S« S Re rganizatio can 
‘ 
me ( 1 f ( ) ¢ reduction 
Dir 00 M 
i 
4 “i 
Pl . ‘ 
( il ces J 
} } ted to 
A ( 6.4 1 for econon 
I | 
H I | 
} f 
I | 
s { 4 
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Post Office Department personnel fur (ONS Present costs 
P né Amount 
OF ation 
f Post Off Pe I 79 $346, 760 
Kural | soni se t 96, 22 
1Di vis sion of Postmasters, 85 percent of organization 45 191, 800 
Chief ¢ k and per ] 
Classification Divisior 6 31, 225 
Placement Office ; 14, 345 
alety 3 18, 840 
Payroll S ll 34, 400 
I el D 18 63 6 
Health Unit 3 12, 400 
be of top organizatior ll 54, 056 
Finance, Budget and Personnel 2 10, 920 
acilities 
ices, Perso Sectio 3 15, 185 
| Section, 75 percent of orga ation 10 40, 448 
ed section i 13, 115 
S ] 4, 000 
I 23 107, 540 
Ins 7 28, 710 
Total 253 1, 088, 584 
Payroll employees,' deduct 11 39, 400 
Total... 
242 1, 049, 184 
11 payroll employees are not “personnel.” 


The Cuarrman. Mrs. St. George ? 

Mrs. Sr. Grorcr. Mr. Chairman, first of all may I say of course 
that I am very much in favor of this legislation. It coincides with 
the findings that we made in our recent survey, and I think it also 
conforms to the recommendations of the Hoover Commission. It 
seems to me that one of the strongest arguments for this position is 
that after all people are more important than things. 

We have an Assistant Postmaster for a great many things, but we 
have no Assistant Postmaster in charge of postal personnel, which 
is the people in the department. 1 cannot see how you can have good 
personnel morale or how you can have ood training progm ams unless 
you have a man of the stature of an Assistant Postmaster General 
in charge of these 500,000 people. 

It is quite evident, and we all know, that in private industry no one 
would think of having 500,000 people and not have an expert in charge 
of their problems. I 9 of course, over the years the Post Office 
Department has grown, it has grown, as we all know, like Topsy. It 
was not necessary p oa in the early days to have one person in 
charge of a small number of personnel, but today it is a very different 
problem, and for that reason I think that this legislation is eminently 
proper, [ am sure that it will effect savings. 

What interests me far more than those savings is that I think 
will promote efficiency, and [ am very sure that it will further the 
training program which we, when we went in and made our first 
survey of the Post Office, found was sadly lacking. 1 do not think 
that is a thing t! we can go on without much longer. I think with 
these added det ails which we will probably need w hen we come to the 
floor of the House with this legislation, 1 cannot see why there should 
be any objection to it in any way. 

I congratulate the department on the work that it has done. That 
is all I have. 

The CuatrmMan. Judge Davis? 

34459—53——2 
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Mr. Davis. I would like to know what the total cost of the new bu- 
reau will be. I see you have $15,000 in the bill here as the salary for 
the Assistant Postmaster General. I would like to know how many 
people will be added as a result of the creation of this new bureau and 
what that cost will be. 

Mr. Burk. No people will be added: people will be eliminated. 

Mr. Murray. You will reduce it by eight? 

Mr. Burk. To 232 from 244. 

Mr. Davis. What will vou do about his office force ? 

Mr. By RK. How many pe ple vi il] be involved ? 

Mr. Davis. Yes, and where will they come from. 

Mr. Burk. Many of them will come from within the Department 
itself. 

Mr. Davis. How many would that be? What would his setup be 
composed of ¢ 


Mr. Burk. We will have the Assistant Postmaster General, and he 


will have an administrative assistant. ‘There will be.two clerical as- 

tants or stenographers in his office. Under him will be a director 

of the field services division. who will have four assistant directors, 

charge of gyeooTaphie | regions of the fie ld service, approximately 

he tween |v at | 1 , CTH ul super tendents, and approximately 

0 clerks and 7 secretaries or clerical assistants, making a total of 177 
people in the fie ld services diy SION. 


lt sin that field services division where foll wing consolidations, 
we intend to eliminate our 40 to 50 additional people. 

Then there will be a director of the de partmenta| oO! headquarters 
ser\ ces division. which co res) ds to the personne! a ‘tivities of the 
present chief clerk. 
~ Mr. Davis. Director of what? 

Mr. Burk. Departmental services division, which corresponds to 
the present personnel runcty of the chief clerk and director of per- 
sonnel. He will have under him a secretary, a placement section—— 

Mr. Davis. Would you excuse me, I was interrupted there, I got 


down to your director of departmental services and now what followed 
that ? 

Mr. Burk. A secret iry to him, a placement section superintendent, 
a cla fication section superintendent, and an assistant classification 
section super itenden , a pers nel sectior superintendent, a depart 


= : 
mental health services head, and approximately 28 people as clerks 
al lerical assistants for that group. 


i « 
Then we will have a director of personnel practices division with a 


ecretary fol lm, and a id of the safety and health section, who 
will have one assist t and two clerical assistants. 
Mr. Davis. You are getting a little ahead of me. Ad rector of per- 
el practices di n, and what follows? 
M Burk. A La secretary Tol h mn. 
Mr. Davis. What else? 
Mr. Burk. A safety and health sectior head. 
Mi davis. That 1 n additio to the department 
M Burk. Th inder tl epartment, divisio of departmental 
ervices. ‘There will be a safety and health section head with one 
t t id 1 ( | tants; a head of a section for recruit- 


ment, sel ; i placel section With one assistant and a stenoc- 
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rapher; a training and development section with two assistants and 
three clerical assistants. 

Mr. Davis. Training and what? 

Mr. Burk. Training and development. 

Mr. Davis. One assistant and two what? 

Mr. Burk. Two assistants and three clerical assistants. 

Mr. Dowpy. I am trying to keep up, too. Just be fore that how 
many assistants did the head of the recruitment section have? 

Mr. Burk. One assistant and one clerical assistant, a total of two. 

We have training and development with two assistants and three 
clerical assistants and finally a director of employee organization rela- 
tions with one assistant and one stenographer. 

Mr. Davis. Director of what? 

Mr. Burk. Director of employee organization relations. That 
should total 234 people. 

Mr. Davis. Those will come from the people already in the service, 
J believe you said ¢ 

Mr. Burk. Some of them will, and some of them will have to be 
secured from outside. 

Mr. Creretta. How many from outside? 

Mr. Burk. The specialists will have to be secured from outside. L 
guess it would be somewhere between 6 and 8. 

Mr. Gross. Will the gentleman yield? 

Mr. Davis. Yes. 

Mr. Gross. What is your criteria for a $100,000 savings in 6 months? 

Mr. Burk. The 177 people that I have listed as the total for the 
field sery ices div ision are the ones that will be reduced by somewhere 
between 40 and 50. 

Mr. Gross. Could that not be obtained without the creation of an 
Assistant Postmaster General ? 

Mr. Bork. That itself could be achieved without the creation of an 
Assistant Postmaster General, but you would not have any means 
for positive personnel actions that I think is the essential thing in 
that entire reorganization. 

Mr. Gross, Why not 4 

Mr. Burk. Because you would not have anybody who knew how 
to do those things. 

Mr. Gross. You mean there is no one in the department or no one 
can be secured at less than an Assistant Postmaster General position ¢ 

Mr. Burk. We are securing people. I just read the names and the 
titles of the personnel practice, recruitment, selection and placement 
section, training and development section and organization relations 
section. Those people are the specialists that I am talking about, 
and they are not involved in the centralization and coordination of the 
present routine control and checking activities. 

Mr. Gross. Do you mean to tell me, Mr. Burk, that you cannot get 
someone to head up a personnel division without making an Assistant 
Postma r General out of him ? 

Mr. a rk. Certainly, but we cannot get anybody to do the job 
without making him an Assistant Postmaster General. 

Mr. Gross. Why not / 

Mr. Burk. In the first place, I know of no professionally competent 
personnel man that would take on a job e ither in industry or in the 
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Government when that job was not given the responsibility and au- 
thority level equal to the operating people who had to put his recom- 
mendations into effect. 

Mr. Davis. Mr. Burk, I noted in the statement here of Mr. Hook 
that a good deal of activity will be instituted there to improve re- 
cruiting methods. Could you give an idea as to what you contemplate 
with reference to that ? 

Mr. Burk. Yes. | can, sir, if you will give me a minute to refer 
LO something here. 


I am quoting from a survey made of personnel methods: 


Phe whole eXamining-hiring process hus become unduly time consuming and 
mplicated for the Post Office because of the failure of the Post Office to take 
full advantage of Civil Service Commission rules and regulations permitting 


ency boards of examiners. 

An illustration of the time-consuming procedure is illustrated by the 14 steps 
followed in the examining process for substitute clerks-carriers. Steps marked 
with an asterisk could possibly be eliminated if a different system were 
followed 


Phere are 14 steps, and there are 9 steps indicated with an asterisk. 


Chis indicates that 5 steps would suffice for the hiring of the sub- 
stitute clerk-carriers, if we paid more attention to the recruitment 
pl 


eSs 


Mr. Davis. What could be eliminated / 
Mr. Burx. I will read the steps, and then [ will tell you which 


1. The Civil Service Commission Central Office develops appropriate examina- 


2. Regional office of Civil Service Commission determines need for additional 
eligibles, determines when examinations will be, and determines in which post 
offices examinations will be announced 

3. Civil Service Commission regional office announces examinations 

#. Civil Service Commission notifies applicants when and where to appear 
for examination. 

». Civil Service Commission forwards application papers to local post office 
where examinations will be held 

6. Secretary of local post office conducts the examination 
Secretary forwards examination papers to regional Civil Service Coimmis- 
sion office 

8. Civil Service Commission region scores and rates examinations 

%. Civil Service Commission region prepares register (list of successful can 


diates in rank order) 

10. Register is forwarded to local post office for retention and certification in 
the case of smaller post offices, Civil Service Commission regional office retains 
register 

11. Post office secretary prepares certificates for use of Postmaster. Lists of 
eligibles drawn from registe1 

12. Postmaster nominates candidates using rule of three to select eligible 
candidates 

13. Copy of certificate returned to Civil Service Commission regional office for 
audit with nomination 

Mr. Davis. Now you have gotten out the civil-service examination, 
and I believe you said there were 9 steps and 4 or 5 of them could be 
eliminated / 

Mr. Burk. There are 14 and 9 can be eliminated. Do you want me 
to read the 14th step / 


Mr. Davis. Yes. 
Mr. Burk (reading) : 


14. Civil Service Commission approves nomination and gives Postmaster au- 
thority to hire 
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Those steps, Nos. 2.3.4.5. 7.8. 9,13. and 14, could be eliminated. 

Mr. Davis. I do not remember them by number. What could be 
eliminated / 

Mr. Burk (reading): 

Regional office of Civil Service Commission determines need for additional 
eligibles, determines when examinations will be, and determines in which post 
offices examinations will be announced 


In other words, we could do that ourselves 

Mr. Davis. In other words, that would be transferred to the post 
office 

Mr. Burk. In other words, there would not be this working back 
and forth between the post oflice and the Civil Service in each of these 
steps. The same is true about step 3, “Civil Service Commission r 
gional office announces examinations.” We could do that. 


~ 


1. Civil Service Commission notifies applicants when and where to appear for 
examination 


We could do that. 


» Civil Service Commission forwards application papers to local post office 
where examinations will be held. 


We will have them already in the hands of the loeal post office. 


7. Secretary forwards examination papers to regional Civil Service Commission 
oft 

We would not have to do that under the delegati 

S. Civil Service Commission region scores at rates examinations 


i i 
We could do that. 


9. Civil Service Conimission region prepares register 


l s 


We CO ild do that. 


Li. Copy of certificate returned to Civil Service Commission regional offi 
for audit with n inat 

We do not have to do that under the Civil Service delegation 

14. Civil Service Counnission approves nomination and gives Postmaster 
authority to hire 


1 


Under the Civil Service, we can do that ourselves 

Mr. Davis. Under these steps which you have enumerated. how do 
you keep the Civil Service Commission advised with reference to 
these eligible lists ? 

Mr. Burk. The Civil Service requires that we report on those 
matiers but gives us authority to do the actual physical work ow 
selves. 

I think it is of greater importance, however, and in answer to your 
question concerning recruitment. The division of re ponsibility be 
tween the Civil Service Commission and the post office makes it diffi- 
cult to fix responsibility for recruiting. By recruiting I mean going 
out and getting people, digging up people to take examinations, 
which is quite necessary. 

The Post Office Department officials interviewed believed that Civil Service 
Commission was responsible for recruiting. There is little evidence that Post 
Office Department has given technical assistance to postmasters in solving the 


recruiting difficulties 
Civil Service Commission believes that its principal responsibility is to ex 
amine applicants, and has done little positive recruiting. 


Officials at the Fourth Civil Service Commission region as well as in the 


central office in Washington have not been able to give any positive assistance 


n recruiting 
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Division of responsibility on recruiting has resulted in recruiting being largely 

irried out by individual postmasters on their own initiative. With very little 
central direction they are being asked to carry out a task for which in many 
instances they are ill-equipped. 

Mr. Gross. Would you gentleman yield? 

Mr. Davis. Yes. 

Mr. Gross. Has the Civil Service Commission agreed to abolish 
jobs where you agree to take over functions of the Civil Service Com- 
mission ¢ 

Mr. Burk. Have they agreed to abolish any jobs? 

Mr. Gross. Yes. 

Mr. Burk. No, sir, we have not discussed that with the Civil Service 
Commission. 

Mr. Bouron. Would the gentleman yield further ? 

Mr. Davis. Yes. 

Mr. Boron, You mentioned that recruiting, going out and getting 


qualified people to take jobs. It is my understanding, at least in my 
neck of the woods, that is now actually done by the political parties 
nvolved. a fore, the steps that you are suggesting here would 
actually remove the Post Office Department even further from poli- 
tics and make a ivil-service laws actually function more in the way 


they were designed to “ns tion, 1s that correct ¢ 

Mr. Burk. I had not considered that. 

Mr. Davis. I did not know there was any politics in the selection of 
post-oflice employees like clerks and carriers and things of that kind. 
Insofar as they are concerned in my district that has not been so. 


Is it your understanding that that is done in other districts? 


Mr. Burx. 1 am not qualified. 

Mr. Bor ron. ] would like to inswer. 

ir. Davis. I would be glad if you would. 

Mr. Bouron. Judge, it has become a well-known fact in sections of 


is country that over the last 10 years there was no reason for a 
Rep iblican to enter his name on the list because he would not be 
onsidered. 

Mr. Davis. ‘To come into service or for promotion ? 

Mr. Borron. I mean to take an examination within the Post Office 
Department. 

Mr. Murray. You mean a carrier or clerk? I never heard of it. 

Mr. Crerecnta. I might say that in connection with Christmas work 
in my district, _— z 1.800 peo] yple are used for Christmas work, they 
need the approval of the National Democratic Committeeman to get 
a job, 

Mr. Botron. The same is true in mine. 

Mr. Downy. I did not think Democrats could get anybody a job 
right now. Il would like some information on that. 

Mr. Crerecta. We still have a Democratic postmaster in my dis- 
trict, and the rules apply that applied in the last 20 years, 
The Cuairman. Are there any questions with respect to the legis- 


; } 
ation é 


Davis. Yes. Of course, this is interesting and relevant, what 

you said about the examinations, but it has been my observation that 

me method of getting the right kind of peop! e into the postal service 

ought to be worked out. Now, have you given any thought to that 
besides merely the mechanics of getting them in there? 
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Mr. Burk. That is part of the recruiting man’s fun tion, to get the 
right kind of peop yle, to devise methods to cet ther ight kind of peop le. 
He will be a lone man. and he cannot cover the United States. His 
job is to devise methods and procedures which would be given to the 
postal officials in the various localities. He will go out and discuss the 
difficulties they are hav ing and come in and prepare methods to suit 
certain localities or the Nation as a whole. 

Mr. Davis. Their specific attention, then,’is going to be given to 
that? 

Mr. Burk. Yes, sir. His job will also include investigating the 
necessity for breaking down the two big classifications we have into 
more specialized jobs. That applies not only to rank and file, but it 
applies to spec! ali ized supervisory positions. 

I believe inthe S t. George committee report there was evidence that 
medical directors in large post oflices were given the title of assistant 
superintendent of mails or something like that because no provision 
had been made for specialized jobs. 

I would like if I may to read you some of these difficulties in recruit- 
ing to give yi 11 some idea of ie size of the job. 

The post office is experiencing an unduly high rate of declinations from appli 
cants who have taken civil-service examinations and whose names have been 
certified to the Post Office Department. This adds materially to cost of employ 
ment and leads to inefticiency when undue delays result from positions remaining 
unfilled 

Postal Transportation Bureau reports that on recent certificates on postal 
transportation clerks their percent of eligibles rejecting appointment has aver- 
aged 75 percent. On the last Cleveland certificate only 2 acceptances were re- 
ceived on 200 names submitted 

Postal Operations Bureau reports that because of inadequate number of eli- 
gibles on Civil Service Commission register it has been necessary to make the 
following number of appointments outside of registers: First-class post offices, 
50 percent; second-class post offices, 85 percent; and third-class post offices, 95 
percent. 

Mr. Davis. Let me ask you something there. You said because of 
what hey went outside the register ¢ 

Mr. Burk. Because of inadequate number of eligibles on the register. 

Mr. Davis. They did not have enough on the register ? 

Mr. Burk. Yes, sir. 

Mr. Davis. What percentage did you say they went outside the regis- 
ter to obtain? 

Mr. Burk. Fifty percent in the first-class post offices, 85 percent 
in second-class post offices, and 95 percent in third-class post offices. 

Mr. Boutron. Would the gentleman yield there for a clarification ? 

Mr. Davis. Yes. 

Mr. Boiron. Did I understand, Mr. Burk, you said it was because 
of too few on the eligible list, or that although the eligibles were on 
the list they re jected the job when ofe red ? 

Mr. Burk. In this particular case it was because of inadequate num- 
ber on the list. The other cases T ‘quoted were because of rejections. 
In other words, I am giving you two sides of this picture. 

Mr. Murray. Will you yield? 

Mr. Davis. Yes. 

Mr. Murray. Eighty-five percent of clerks-carriers in second-class 
post offices ¢ 

Mr. Burk. That is the information given to me. 
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Mr. Murray. I never heard of such statistics on second-class post 
offices before. 


Let me ask you another question. You say it will he necessary to 
appoint 6 or 8 specialists to handle these divisions which you pointed 
out. How will these specialists be selected, what would be their pay 
the classified schedule or what. and what will be 


i 


ind would it be 


their salaries ? 


Mr. Burk. Except for the policy jobs they will be civil-service 
ippointees, 

Mr. Murray. How many policy jobs? 

Mr. Br RK. The Assistant Pe thiaster General a dl four division 


ieads. 
Mr. Murray. How many other specialists, as you term them, will 


he appointed ? 


Mr. Burk. Personnel practices division head at a civil-service grade, 
and Iam assuming a 15. There will be a recruitment and placement 
ection head at orade 14. There will be a training and development 


ud at grade 14 and a director of employee organization rela- 


t 
a ll « 


section he: 
ons at grade 15. 
Mr. Murray. What will be the salary of these persons holding these 
policy positions under the Assistant Postmaster General 4 
Mr. Burx. The director of field services division will be in GS-15. 


he director of departmental services division, GS-14, and I have 
ilready given you I think the head of the personnel practice division, 
f the employee organization relations, 


grade 15, and the head 


Mr. Murray. Can you give us how many GS-14 and 15’s there are 


: . 
now ih the various perso el aly IONS OT The Department ¢ 


Mr. Burk. I think I can do it from memory, but I cannot vouch for 
absolute accuracy. ‘The present (¢ hief Clerk and Director of 


b 

Pe mnel is in grade 15, and he is an executive assistant in erade 

14. He has a fety director ora le 14. You do not want me to 
oo below 14. and I do not k IT can do so accurately. 

The three divisions heads in the Bureau of Operat ons are in grade 

|. the facilities man I frankly do not know, but I think it is in grade 

In fact, all of the present Bureau personnel division heads are 


orade 14. 
Mr MuRRAY. Well. are you proposing to ise the staff in thees differ- 


onnel divisions 1 the 1 setup with the ¢ xception of these 


ecialists, as you term them ? 

Mr. Burk. That is mght. 

Phe CuamMan. Any other question 

Mi Davis. Ye In Mr. Hook’s statement he Says: 


/ 


The major savings, of cours from such a program ill « e in the tield due 
é elliciency a m ved improvements will make it 
‘ » dec! e substant lv tl number of employees who are normally 
hired each year ith resultant savings to the Department as a whole 


| would like to have you give some of the details as to how that is 


voing to work out. 

Mr. Burs. I cannot give you any details on that, sir. All that we 
know is that when sound personnel administration gets into anv or- 
vanization, be it industrial o1 Crovernment, we improve the efficiency 


of the operation. For example, if you have proper training for new 
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employees coming on to the job, you can get them up to proper pro- 
duction levels faster. 
Mr. Davis. That is what I want to know. Do you intend to get 


them up in prod ition and in that way eliminate the need for the 


} 


number of emplovees we now have, and how is that oln to con 


ir 

tribute to it? Certainly some thought has heen given to it. 
Mr. Burk. There are two problems involved in increasing pro 

ductivity of personnel. One Is to pron ide them w ith the proper meth 


I 


ods, the proper equipment, and the appropr ate organization of their 
1 1 } “ae ‘ ] : se i Th: : op sa] 
duties, the other is the flow of their work. iat an industrial e} 


oineerlng 1ob. 
Mr. Davis. | want to get into the details t we Vo alon Do you 


contemplate putting 1 new equipment in the post offices? Do you 
contemplate changing the methods now used ? Do vou contemplate 
calline fol more production per person e Just how are you going to 


do what is set out here as “decrease the number of ¢ mplovees” 4 

Mr. Burk. All of the things you have mentioned are what I would 
call industrial engineering projects, and they have nothing to do di 
rectly with the personnel function. The thing that the personnel 
function does is threefold: the first thing it does is hire the right 
people. 

Mr. Davis. Then why Is it In here asa part of the reasons why we 
wht to have 


ous 
Mr. Burk. Because the correction of the personnel function will in 

} ° } } 1} ! 
rease the effectiveness of employees thnrougn Improved moraie, bet 


ter sé lection. better train no, bette) supervision, and SO forth. But 


+ 


I did not want vou to ve the idea that the personnel function was 


roing to do industrial engineering, because it is not. 
Mr. Davis. Well, I do not understand why it is in here, then, 1f it is 
not a part of the program. That is all, then, you can say about that ? 
Mr. Burk. No, I can say anything that you want me to say about 
the improvement of morale, development of better supervision, bet 
ter selection of employees, more ol jective methods of filling higher 
| 


orad supers SOrY positions. Al] o1 those things ncrease employee 


effectiveness, and that is what Mr. Hook was talking about. 

Mr. Davis. You are talking here about a decrease substantially in 
the numbet of employees hired each year. That is se mething that all 
oT us are nterested Mi. and something, of Course, that everybody Is 
working toward if it can be done, and I hope it can, but I wanted LO 
know what connection this new position is eolng to have with this. 

Mr. Guinn. Judge, may I Say something ¢ 

Mr. Davis. Yes. 

r } 


Mr. Guint. The post office has a turnover of 100,000 people a yea 


and that is 20 percent of our total force of about half a million em 
plovees. If by having good personnel programs you do not have so 
many people quitting, if the turnover is going to be less, then it is 


going to cost you a lot less money. I think that is what you are driving 


at, SIr. 

Mr. Davis. Here is what Iam driving at. We are told, for instance. 
that the Post Office Department handles 50 billion pieces of mail per 
year. Now, are you going to have less employees to handle the 50 
billion pieces of mail, and if SO, how are you voing to arrive at the 
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reductions, how are they going to be made, and so forth? ‘Those are 
the q\ =— to be cons! dered. 

Mr. Guz. If you have a man you can train to handle this mail—— 

Mr. Davis. Of course, they have all these trained people now. 

Mr. Guity. But every time a man quits you have to put on another 
employee. You have to train him, and the effici lency slows down. If 
you could figure out a way to cut that loss down on that 100,000, you 
would be increasing your efficiency and still use fewer people. 

Mrs. St. Grorcr. Would the gentleman yield, please ¢ 

Mr. Davis. a 

Mrs. Sr. Gr We h: ive \ isited some of these pos t offices: and just 
to give you an e amp yle of what Mr. Burk has already very ably said, 
in Chicago, you t: ike the C hic ago post office, less than D percent of the 

mployees there taking the civil-service test were able to pass it. Now, 
8 response to your quest on, thos e people are handling the mail. I 
think it is very obvious that they are not handling it as efficiently as 
if they were competent to pass those tests. If they had the benefit 
of certain training programs, proper recruitment programs, that cer- 
tainly would not exist. 

It certainly would not exist in any private business where you would 
nave ol ly 5 percen it of your employees ina division able to qualify by 


pa 


ng the necess: iry test. 


Mr. Davis. The scheme test ? 
Mrs. Sr. GrorGce. The civil-service test. 

Mr. Bouron. Would the gentlema vield there for two more ques 
tions to carry out the thought that was raised 4 

Mr. Davis. Yes. 

Mr. Boron. Out of that 100,000 annual turnover, do you by any 
thance have the figure as to how many are from normal causes, such 
is age, retirement, and so forth, and how many by other factors? 

Mr. Hoor. We cannot answer that question, { ‘ongressman. We do 
not have a centralized personnel function, and we cannot give it to you. 
Mr. Davis. I guess that is about all I have. ; 

Mr. Hoox. Could I say a word t aie. Davis? 

The Cratrman. Certainly. 

Mr. Hoox. With respect to these industrial engineering functions, 
I would like to add to Mr. Burk’s statement the fact that thev are not 
being overlooked. The whole post-office operation is under careful 

dy, and one of the most Important things to do is to eakeie the 
methods, and that is definite ly a part of our program and will be in 
e Bureau of Operations. 

We believe there is — improvement possible in the methods of 


dling the mail, and, matter of fact. experie nce indicates that 
a change in method is ofter sntimes one of the most imports unt factors 
ni vasing® ellie) lency. 


The tter way to do it is the v ay to do it, but the better way to do 
it needs trained people. Part of tr: ning peop le will be what we ¢ call 
work simplification, which is the training of people as to how to sim- 
plify the oper: ations. We need all the trained people we can get, 
beca ise, obvi lol sly .a few peop le in Was] ineton cannot do the job. 

When they are trained, ‘they are traine | how to handle people better 

and how to analyze the euetisde of work to improve the flow of 
the mail. Through the training program we attain methods of im- 
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provement and in addition, trained people are looking at the problem 
from the engineering point of view. We get at it in two ways. 

Mr. Davis. I think there could be considerable improvement. be- 
ginning with the recruitment, with the method of recruitment, and 
from there all the way up. My purpose in asking these questions 
is to determine as best I can whether or not there is any real plan 
to put into effect the improvements which ought to be put into effect 
in order to have the Department running as it should run. 

Mr. Hoox. I might cite this as an example. We have been restudy- 
ing the New York post office completely. In New York we have bor- 
rowed Bill Maloney, vice president of personnel of the Esso Standard 
Oil Co., to work with the New York postmaster, again at no cost to 
us. We have a team of inspectors there making a study, and we 
believe that it is now fairly clear that the savings in the next year 
in the New York post office alone, because all of these factors about 
which we are talking, will reach between 5 and 10 million dollars. 

Mr. Davis. Thank you. 

The Cuarmman. Mr. Withrow, do you have any questions? 

Mr. Wirnrow. I am very much interested in seeing improved the 
Department’s relations with the employee organizations and I am 
interested because I believe that that has a great deal to do with 
morale, and I believe there is real room for improvement there. 

I was very much interested in the statement of Mr. Hook when 
he said: 

We should provide centralized advice and counsel on relations with employee 
organizations and one location at headquarters where employee representatives 
may bring general inquiries and from which communications may be given out. 

1 wonder if you care to amplify on that just a little bit. 

Mr. Hoox. Under the present setup the employee organizations have 
no one place to go for consultation and advice. Inconsistent policies 
have been set up in the various bureaus, and there is no one place 
that they can get those policies changed. 

One of the functions of a top personnel man will be to bring con- 
sistency into policy formulation. That is one of the reasons why 
he has to be at a high enough level to assure that he will be heard, 
to assure that he cannot be brushed off by another bureau head. To 
asure that when he talks tothe Bureau of Operations about a grievance, 
let us say, he has the authority to speak. We believe that is very 
fundamental. 

There has been no one person looking after the organization rela- 
tionships as a responsibility; it has just gone along. As a consequence, 
the gr . vance function has been a sort of fire department function. 

Mr. Gross. Do you mean to say that you cannot delegate authority ; 
that you have reached the point where you cannot delegate authority 
to aman who has the Assistant Postmaster General title and that you 
cannot have reforms carried out? 

Mr. Hoox. We have found that, particularly in a business or in 
Government where the personnel function has been so neglected as it 
has been in the Post Office Department, the man who has the enormous 
responsibility of changing that function to a sound one needs the 
authority within his own organization equal level to that of the people 
with whom he is going to work; namely, the bureau heads. Otherwise 
he will not receive the proper attention or carry the proper weight in 
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the cd SCUSSIONS, If he qoes not have this authority, every decision 


will have to be made by the Deputy Postmaster General. 
Mr. Gross. Take Sears, Roebuck, does the personnel director of 


Sears. Roebuck have to be a vice president ora member of the board ? 


Mr. Hoox. He happens to be a very important vice president. and 
1 


ie¢ wer of the board of directors. 
Mr. Gross. Is that true in all business of this country / 


Mr. Hook. That is true of 95 percent of the busine ses in this country 
today. 

Mr. Gross. Of 9 percent ¢ 

Mr. Hoox. That would be my guess, even going down to businesses 
employing as few as two or t! ree thousand employees. 

Mr. Gi ILL. May ] t\ ometh no? | have heard Mir. (aross on the 
loor, and he has always been a great champion of the little man. 1 

t to say this, Mr. Gross. that we hav own there in our Depart 

ent an Assistant Postmaster General in charge of transportation. 

H buvs our serv wit the airlines, truckers, railroads, and So on. 


We have others who have charge of the hehting program and leasing 


und similar matters. We have another one to look afte: finances: 

another one to look after operations: but we do not have a single big 

ni to loo fter the people. After all. there are a half million of 

| If ol were nour 7 ‘ ! | know 1 1 wo ld be the first 

man, to get up and argue, “Gy e aman who has the proper status 

to look after the peopl tl reat Department properly; aman who 
ist Hit h I } l \ i ( a rte} be tru ks.”’ 


\I \\ | w. I th k that is a vi r"\ fine attitude, and I do hope 


1 l ) ! ch as you « o bring this about, because I think 
t! I va , é 

The Cu ran. Mr. Rhodes 

Mr. Ruoprs. Mr. Chairman. first of all. I think it would be well for 
the committee to have a typed statement e¢ivine in detail information 
on this proposal by Mr. Hook and Mr. Burk. Then we can more intel- 
ge) ly consider this matte [ want to say that in my district it is 
absolutely not true that p litics has »! L\ ed a part in the selection of 
person n the Post Offies Department. 

[am lI! satishied if 1 have nothing to do with the recommendations 
of postmasters and rural riers. I recommended Republican car 
rie) te Re} bhiea postmasters They gyot the j ibs which they still 
hold. I fear this proposal might he a step in the other direction. 1 
iave been mu concerned Wi ome of the things that have hap 
pened since the bee ne of the vear 


One thing was the throwing out of the eligible lists for postmasters 


jobs, some 1,400, costing the taxpavers around $450,000. Certainly 
that is not effi cy. it not ar vthing that V ll help improve morale. 

I we ler whether thi s not j ist another top salary 1ob to increase 
bureaucracy and to bring the spoils system polictics into the Post 


Office Department. I have no doubt that there are some evils in the 


postal service, especially in the larger cities But I am just a little 
bit skeptical of this propos VF I doubt whether you are coing to in 


crease morale in the service if the kind of policy is going to be fol- 
lowed which has been practiced thus far. 
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| know that the people in the Post Office Department are disturbed. 
I think that we should be concerned about a return to a spoils system 
in the postal service. 

Mr. Murray. Will the 

Mr. Ruoprs. Yes. 

Mr. Murray. You do not think that a man of Mr. Surk’s caliber 
is interested in political favoritism or that he is interested in filling 
these positions with Republicans, do you? I think he has done a 
purely patriotic service to the country, 

Mr. Burk. That is the only reason I am here. 

Mr. Ruopes. I do not know Mr. Burk. I have no doubt he is a 

high caliber. But I know what has happened thus far, and 


_ 


. 
gentleman yield? 


man of 
that is what concerns me. I have doubts as to whether this is going 
to brin ao about the eflicie hey we hope to ge 

I do not know just how you are going to cut down on personnel in 
a post oflice like in the city of Reading. I have my doubts that there 

vill be any savings asa result of this proposal. 

Mr. Reams. Mr. Rhodes, would you yield? 

Mr. Ruopes. Yes. 

Mr. Reams. Mr. Burk, just along that line I am very much inter- 
ested in the suggestions you made for eliminating functions that are 
now carried on by the Civil Service. Now I am not interested in the 
political angle of it because both the committeemen and chairman in 
my town dislike me equally as well, but I am concerned in a personal 
autocracy, Which can be worse than a politics al autocracy. If you 
eliminate the Civil Service from giving the examinations, from keep- 
ing the register, and from employing the people, you are going to put 
a personnel director in the poat office who can in a few years build 
up an organization in his own likeness. 

How do you say that that will be an improvement ? 

Murray. I think you misunderstood Mr. Burk’s proposal. He 
Will Lied to streamline the selection of the personnel and the recruiting 
and examining divisions, but he did not want to just pick these em 
ployees without civil service. 

Mr. Reams. Let us ask and see. 

Mr. Botanp. Will the gentleman yield for 1 minute / 

Mr. Reams. Let me get an answer to that question. Did you not 
say that there , woul 1 be 3 ste ps that this personnel department would 
take over in the post office which would eliminate 3 steps now being 

carried on by the civil service, and these 3 steps are these: (1) the 
preparation and giving of the examination; (2) keeping of the lists; 
and (3) the ap pointment ot the people ? 

Mr. Burk. In accordance with the list, but we will not take over 
from the Civil Service any activities other than those which the Civil 
Service has already delegated and which are actually being handled by 
other departments. In other words, I am not proposing any departure 
from current civil-service regulations. 

Mr. Reams. Yes; and that was just what I objected to in the reor- 

nization of some of the other departments where this whole thing is 
headed up ina department. Take for instance in the Internal Revenue 
Department where the head of the Internal Revenue Department in 
the State of Ohio has all of these functions, giving the examination, 
keeping the list, and appointing the people. 
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In 10 years the man in charge of the internal revenue can build up 
a person Ap autocracy that could be much more narrow and objection- 
ible with “nie controls than a political bureancracy. 

-_ Br - I do not think so. I think the most personal autocracy 
that could be built up is that of the regional civil-service directors. 
All post sien examinations that will be taken will be reported. 

Mr. Reams. I am for this plan. I think without doubt this organi- 
zation needs a personnel director, and I do not oppose the price that 
ne is being paid for his salary because I do not think you can get a 
rood man otherwise, and I do not object ‘t to his vetting that title. ] 


th nk there > such a thi ne as prestige. ] re smember how ni ny people 
from the gentleman’s State have had prestige, and I think it is impor 
tant.and Ladmit itis. But Ido object tothe fact that the Civil Service 


bell YF circunivel ted in this as it has been already in the butniens) 
Revenue Department. 

I think it migl t be worse in » Post Office Department because there 
It 1S Going to get down to the ae where there area great many em 
ployees who know that this change is being made for a specialist to 
come in, and it is going to get down to where it could eliminate the 
opportunity for a man to aspire to work in the post office because of 


th Se etup. 
Mr. Burk. This recruit nt director that I have been talking about, 
who will be under thi } sistant Postmaster General. will work 


very closely with the Civil Service to streamline these activities. The 
i4 sti }): I read and the 9 that were marked with an asterisk to indicate 
it they ould be reduced idicate what could be done under the 
present ¢ | Service delegati: yf authori ty to the Department. 
Now decisions as to whether all of those things would be done will 
rest with the Recruitment Director, the nen int Postmaster General, 
and the Civil Service Commission. It is : jo »b that the Recruitment 


Director would have to study. Faciaascall ae has to be done to reduce 

lapsed time between the determination that we need people ee 
actually putti a them to work. I am certain that anything tha is 
done will have to be subject to check and audit by the Civil Service 


(Commission. 
Mr. Bouanp. Will the gentleman vield ? 
The Cuairman. Mr. Rhodes has the floor. 
Mr. Botanp. Just a moment. 
Mr. Ruopes. Yes. 
Mr. Botanp. I think Congressman Reams’ point about the civil- 


service rules al d reo lati 313s very sound. The Congressman men- 
tioned thre of the rules that could be eliminated. I am looking at 
Congres 1 Dowdy’s list, and there are seven. One of the steps is 
the grad eee pes nations. Ido not think we ought to allow in the 


] } 


t Office Department the grading of  exinaaatnen, 
If we could agree that we could get a man of Mr. Burk’s stature to 
} 


be the policy man on personnel, that might be fine, but here is a depart- 
ment that wa supposed to be run by favoritism for many, many years, 
a d if that is so, We are trying LO el minate it. We are not going to 
iminate it if we allow the De partment to handle it itself. 
7 vould object to some of these steps which might circumvent the 
civil service. I do not think we do anything at all if we take away 


fron The Vil ervice some o , thy powers it how has and particularly 
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with regard to the grading of examinations. I go along with the 
chairlady of my Subcommittee on Post Office. I think there is an 
absolute necessity for correction of this problem. I think the top job 
in personnel should have equal authority with that of the man who 
handles the trucks, as you indicate, and I think probably we could get 
a long way in improving efficiency of the Post Oflice Department, but 
I think some of the items which you submit are absolutely inimical to 
the creation of a sound personnel policy within the Department. 

Mr. Downy. Would you yield? 

Mr. Ruopes. Yes. 

Mr. Downy. Since we are on that point, I tried to write down all 
of those things, and I want to know if I have it right. You want to 
Jeave up to the Civil Service Commission the right to prepare the 
examinations, and then after the postmaster appoints his man to have 
him notify the Civil Service as to who he appointed. That is all you 
recommend for the Civil Service Commission in this? 

Mr. Burk. I have not recommended anything, sir. I merely gave 
you a list of 14 steps that are now holding up the ap penta of 
employees and told you that under present civil-service regulations 9 
of those 14 ste ps ¢ ‘ould be dispensed with. 

Mr. Downy. If those ste ps were cdlispens ed with, my statement would 
be correct ? 

Mr. Burk. I assume so. 

Mr. Corserr. Will the gentleman yield ? 

The Cuatrman. Mr. Rhodes? 

Mr. Ruopes. Yes. 

Mr. Cornerr. I think it ought to be pointed out that the legislation 
itself carries no statement relative to the civil-service functions; that 
those came out as informal recommendations in response to questions 
as to what this personnel group might do. I think it is very good 
to get it cleared up. 

T he legish: ition itself does not presuppose any change in civil-service 
runct ion. However, if my memory is correct. several other of the 
departments do so function and G AO has frequently so recommen led. 
However, I think also, and tend to agree, that we should not in any 
way circumvent the Civil Service Commission if it would be detri 
mental to merit employme nt and merit promotion. 

Those ays the committee must keep a constant watch on. I do 
not see » how wit] tl 1e regul: it10 ns c valli Ine for the setting up of e ‘lietble 
registers that you are going to have much difference in the proce dure. 
I do think the point of Mr. Reams and yourself is something that 
we ought to ae a watch on, but the legislation in no way implies 
that you are going to circumvent anything or that there will be a 
change in civil-service regulations. 

Mr. Reams. May I say that this legislation presupposes a reorgani- 
zation plan just like the ones that come to the House without an 
oe unity to amend or debate. There is no doubt about it in my 

nin id, and no one has told me this, but I think it just follows that 
“as soon as this personne] director is sppeniiee who | am for and for 
this bill as it 1s, but it presupposes that he will make a plan, that the 
President will send it to the Peace for a reorganization of the 
Post Office Dey partment which will take away the rights of the civil 
Se rvit e just like the other departments have b eT) reorganized. 
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The Cuamman. Of course, if we had had a reorganization plan 
in the Post Office Department then that probably would have obviated 
the need for this plan. Let the chairman observe that there is nothing 
in this statement that is intended in anywise to circumvent the ¢ ‘ivil 
Service Commission. 

Mr. REAMS. Then how would his plan be of any value / 

The Cuairman. There is nothing in the way or circumvention in 
this bill. Are you through, Mr. Rhodes? 

Mr. Ruopes. I would like to ask of Mr. Burk, you have represented 
the Pittsburgh Plate Glass in dealing with employee organization ¢ 

Mr. Burk. Yes, si 

Mr. RHopEs. Do you think if would improve the morale of the 
employees in the Post Office Department if some recognition should 
be given to the employee organizations in dealing with matters of 
police: y and othe questions ¢ 

Mr. Burk. Cert: ainly, that is why I have recommended this position, 

Mr. Ruopes. I would not oppose this if I felt certain that it is not 
another step in the direction that I fear we are now traveling: to build 
up a political bureaucracy. I do not want to question the sincerity 
of anyone, but I do know that some things have happened that are not 
good. TI know also that Mr. Summerfield was formerly chairman of 
a national political party. I believe that he is very much concerned 
with building a a politic al organization. I hope that he is not going 
to use the Post Office Department for that purpose. 

I believe it should be free of politics, whether we have a Republican 
or Democratic administration, because I sincerely believe in the merit 
system. I think the civil-service system should be strengthened. 

On the whole, I think the Post Office Department, despite criticism, 
has been operating fairly well, and I do not want to see a step back- 
ward in the direction of the spoils system. 

Mr. Burk. May I say cir s: If we get the right man, a professionally 
competent individual, for this job, one of the things that he will know 
as a basic tenet of his helief and his profession is that the way to secure 
the highest degree of employee morale is to base promotion and 
selection on merit. 

I can assure you, sir, that he will fight anything, anything that will 
not result in the selection and promotion of employees on a merit basis. 

I might add that since I have been here we have, with the cooper: ation 
of the Civil Service, prepared examinations that any clerk or carrier 
who is in grade 7 or above may take to qui alify for a supervisory job, 
and we will require that front-line supervisory jobs be filled from the 
people on the lists. 

That is just an example of things I think we shall obtain. 

Mr. Ruopes. Do you not think it is more practical to deal with 
organizations rather than with individuals? In the Pittsburgh Plate 
Glass Co. you would not deal with every individual who has a griev- 
ance. 

Mr. Br rK. We have 300,000 employees, and we write 230 contracts 
a year; so agree with you. 

The Crarrman. Mr. Gross? 

Mr. Gross. First of all, Mr. Chairman, I would like to respond to 
the statement by the gentleman from Pennsylvania with respect to 
political bureaucracy. It seems to me that when Jim Farley took 
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over the Post Office Department in the early thirties, there was created 
quite a political bureaucracy. It seems to me we have had a real 
political bureaucracy for the past 20 years. 

Mr. Ruoves. Will the gentleman yield for a moment ? 

Mr. Gross. Just a moment, please. I have voted against the crea- 
tion of new high-level jobs in Government at every opporunity, includ- 
ing the Unification Act, which created the Defense Department. With 
all the secretaries connected with the Defense Department, we still 
have an extravagant operation over there. Under the Unification Act 
we laid another layer of fat upon the taxpayers of this country. 

More recently I opposed an Under Secretary for the Department of 
State, his job being to do what it is proposed here: that of handling 
personnel. No one can sell me the idea that we needed a new U nder 
Secretary of State in the State Department to cut personnel. We did 
not need a specially created job and appointee to cut out the obvious 
fat in the State Department. 1 do not think that prestige and author- 
ity are necessarily synonymous. Iam opposed to the creation of addi- 
tional high-level jobs in Government. 

I understand you are carrying out some reorganizations in the Post 
Office Department now; that you put a reorganization plan into effect 
last week. Is that correct ? 

Mr. Hoox. We are studying every function and operation of the 
Post Office Department, Mr. Gross, with the idea of streamlining it, 
and we have already cut out several layers of supervision in 3 of the 
t bureaus. When we finish, we will have much less supervision at the 
top than there is now. 

For example, we had in the Bureau of Operations, which is an enor- 
mous bureau, the same organizational structure as we had in the Bu- 
reau of Finance, the same large number of directors and assistant di- 
rectors and so on down the line, and they were not necessary. 

One of the first things we did in our organization study was to 
eliminate these unnecessary layers of supervision. We do now, or 
in the past, have seven initials on every letter. We agree with you 100 
pel rcent that there is a lot of fat at the top that can be elimin: ated, and 
we are proceeding to eliminate it as a major part of our reorganization 
hs inning. 

Mr. Gross. Did you, Mr. Hook or Mr. Burk, make any investigation 
of the duties of other assistants in other departments of Government 
who are handling personnel? Do they all have Under Secretaries or 
Assistants or whatever their titles may be? And do they have any 
other duties ? 

Mr. Burk. Yes, in the smaller units they have certain duties other 
than personnel. By “smaller units” I mean smaller in total of per- 
sonnel. They do have other duties; but, of course, in the Department 
of Defense they have only manpower personnel duties. We have tried 
to get position descriptions from many of the other de Wigton nts and 
have been unsuccessful. At that top level, they tell us, they do not 
have position descriptions for that job. 

At the Department of Justice, for example, we were unable to get 
any deser iption as to the duties of the job. 

Mr. Gross. The Assistant Postmaster General proposed here would 
deal strictly with personnel ? 

Mr. Burk. That is right. 
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Mr. Gross. I now yield to the gentleman from Pennsylvania. 

Mr. Ruopes. I do not want to defend any of the policies of Jim 
Farley. I do not know too much about the policies that he enacted, 
but I will say, for the last 15 years in my district there was no politi- 

bureaucracy so far as the post office 1s concerned. 

It may have been true in certain cities, but not in my district. There 
Is no good reason why we should go back in that direction. I do not 
want to see the post office made a political bureaucracy. It is not good 
government. That is my only concern about this proposal. 

Mr. Gross. I felt that the gentleman from Pennsylvania, being fair, 
vould not deny that there has been political bureaucracy. 

The Crairm iN. This is the first time we have had a chance to hear 
from the Governor of Virginia. 

Mr. Tur Kk. I am | randnew, and I am reluctant to make an observa- 
tion, but I think I] might 1 make one that nught serve to some extent 
to allay the fears anc ap ang he nsions of the ve nitle ‘Thanh from J -ennsyl- 
vania when I say that I represent a district that voted overwhelm- 
ingly for Eisenhower, and a State that voted overwhelmingly for 


Kisenhower: but. unless they lmnprove over the fine sse or political 


methods which they adopted thus far by making these appointments 
on the recommend itio tl oft some ‘hody who probab ly cou id not muster 
a corporal’s guard of votes, I do not think we need fear much of 


bureaucracy being established because of those methods. 

They apparently in certain sections ignore entirely the real leaders 
the community and depend entirely on the recommendation of some 

ellow who is just hopelessly in the minority. 

Mr. Botron. Would the ge ntleman yield? 

Mr. Tuck. Yes. 

Mr. Boron. I apologize for taking so much time, but I apparently 
was the one who raised the political question, and I wish to make 
points clear. I realize, and I am sorry that the gentleman from 
Georgia is not here to hear my remarks because J realize that each 
district is different and each part of the country may be run dif- 
ferent ly, and I appreciate that there are very different conditions. 

The CHAIRMAN. Would you make that as brief as you can because 
I would like to have some questions directed to these men on the legis 
lation because I hope we will not need to require the gentleman from 
Pittsburgh to come back. 

Mr. Bouron. Just one point. 

The Cuarrman. Right. 

Mr. Bouton. To allay the fears of the gentleman from Pennsyl- 
vania, 3 weeks after this administration came into power I was called 
back at the request of the postmasters in my district and the one ques- 
tion they wanted answere d was: What is our status? and I was happv 
to be able to quote to them not only the President’s la wnguage but the 
language of the Postmaster General and the Deputy Postmaster 
General to the effect that they would be in office under the rules of the 
Civil Service Commission unless their conduct was such that it would 
not warrant retentiol bec ause of ine fhicis hey, bad conduct in office, 
and so forth. That is the policy to my understanding that the post 
office is following at the present time and one with which both you 
and I woud be very much in accord. That is why I brought up ‘the 
point—because I favor taking politics out of the postal system as far 
LS possible. 
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The Cuairrman. Mr. Dowdy? 

Mr. Downy. Yes. I probab ly have too many questions to start, 
but will ask a few to clear upa few points for myself. 

You say you have a plan for changing the method of recruitment / 

Mr. Burk. No, sir; I did not say that. 

Mr. Downy. Well, you are going to recruit better folks, and you 
would have to change the method, would you not ¢ 

Mr. Burk. But I did not say we had a plan for changing the method 
of recruitment. 

Mr. Downy. Why are you setting up a man for that purpose then ‘ 

Mr. Burk. He is the man to make the plan. 

Mr. Downy. As I understand it, presently, after the civil service 
examination is given and there are three people on the list if there 
is « job in the 6 office the list of those three people is given to the 
postinaster, and he makes a recommendation, and that person is put 
on. How do you plan to change that? 

Mr. Burk. We are not chunging that at all. What we are trying 
to do is get the list established more expeditiously. 

Mr. Downy. You ire going to let the Post Office Department do 
that instead—— 

Mr. Burk. I do not know that. The recruiting man is the one that 
will have to develop the methods. All I said is that there are now 
14 steps which require a long time, and if we were permitted to use—— 

Mr. Dowpy. [ understand, you have gone over that. I am trying 
to get your pl lan. what your plan is, You are asking us to vote for 
something, but we do not know whi at it is. 

Mr. Burk. All I am g ayving is that our p vlan involves the selection 
of a man who will head the function of recruitment, selection, and 
placement and that he will have to study the recruiting procedures 
now in effect to find out how we can vet more people into the examina 
tions. how we reduce the percentage of declinations, and how we can 
get our positions filled more expeditiously than they are now, all 
within the framework of the civil service regulations. 

He will have to work with the Civil § Service Commission, he will 
have to go out in the field and study present recruiting procedures 
and come up witha plan. I have no plan. 

Mr. Hook. May I say something at that point, Mr. Dowdy? 

Mr. Dowpy. Yes. 

Mr. Hoox. These steps that Mr. Burk read to you came out of a 
report made at my Regent by a Member of the Senate Manpower 
Subcommittee who had studied the Post Office De ‘partment as well as 
others, and I] asked him to pull toa ther his thoughts and recommenda- 
tions with respect to personnel procedure One of his statements, 
delineated some procedures that can be eliminated to save money and 
to place people on the rolls fasten 

Mr. Dowpy. Mr. Chairman, I would have enough questions for a 
couple of hours if I kept on. I do want to state that I agree with Mr. 
Gross. He and I apparently voted in the same way on the measures 
to create top-level jobs without any apparent justification for them, 
and I think he and | shall be together on this thing. 

The CHarrman. I do not want to cut you off. 

Mr. Downy. I do want to agree with him, too, that this granting 
authority to speak to some other department head, that if 1 were Post- 
master General and I wanted to delegate authority to the lowest per- 
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son in my office or organization and told the other assistants to listen 
to him. I believe the Postmaster General probably has some author- 
ity in the way of replacing his asistants if necessary. 

I believe I could get them to listen to anybody that I delegated 
authority to. That is all I have. 

The Cuarrman. Mrs. Harden ? 

Mrs. Harpen. I should like to congratulate Mr. Burk and Mr. Hook 
on a very fine statement. It has clarified some things that were in my 
mind. I think also that I agree people are more important than 
things. I want to congratulate and thank Mr. Burk for giving his 
time with the thought of solving this important problem. I feel this 
is important legislation, I am in favor of it and hope it will be adopted 
and feel it is a step forward that is being taken by the Post Office 
Department. That is all I have. 

‘The Cuatrman, Mr. Moss? 

Mr. Moss. Mr. Burk, you say that at the beginning ot the reorgan- 
ization you will have 242 employees, and that will be reduced to 234. 
Ultimately because of the field service staff, it will go to a figure some- 
where 40 or 50 below that number ? 

Mr. Burk. Not quite, sir. We now have 242 employees. 

Mr. Moss. That is what I say, at the moment of reorganization 242 
and you reduce that to 234 upon reorganization ? 

Mr. Burk. Yes. 

Mr. Moss. Then a figure somewhere between 40 and 50 less than 
that ? 

Mr. Burk. That is right. 

Mr. Moss. By delegation to the fie ld certain functions how being 
handled here in Washington ? 

Mr. Burk. By delegation to the field authority to take certain ac- 
tions which are now centralized at Washington. 

Mr. Moss. Now as I understand it, in the average post office you will 
find the superintendent of mails burdened with certain personnel prob- 
lems, and you will find other officials at the local level handling per- 
sonnel problems. Do you propose an integration of those activities 
in the field in the individual post offices in effect setting’ upa personne] 
section in each post office ? 

Mr. Burk. That is not within my proposal. I think that would in- 
crease costs tremendously, sir. They now have in the larger post 
offices people who are called personnel directors. 

Mr. Moss. As I understand it, in many cases those people do perform 
their regular functions / 

Mr. Burk. In the smaller offices that is right. 

Mr. Moss. I think the St. George Committee report indicates that 
that 1S the case, If you are going to achieve the same efficiency then in 
putting this program into effect. right in the local level you will have 
to have some method of inte orating personnel activities there ? 

Mr. Burk. Some method. 

Mr. Moss. The concern I have is how much of an increase can we 
ultimately expect in personne! activities! Now I have had some ex- 
perience with this in California, and I know that where we have on a 
number of occasions created better personnel practices that it has not 
resulted in savings in the personnel field, it has ultimately meant an 


expansion in the personnel activities, probably bringing about better 





ADDITIONAL ASSISTANT POSTMASTER GENERAL 27 


morale and procedures. I approve of personnel activities, but I do 
not think it can be done in the outline here. I think that is just a 
broadening here in Washington of the Post Office Department, a de- 
partment devoted to personnel problems. Do you not think that that 
could possibly be the result ? 

Mr. Burk. | agree that it could possibly be the result, but I also say 
that it takes considerable control from the man that we are going to 
put into this Assistant Postmaster Generalship. Let us take training, 
for example. In my own company we do not have at the plant level, 
which corresponds to the post-oftice level, people whose jobs are spe- 
cifically training. 

We train certain members of our supervisory force to handle con- 
ferences and provide them with the outlines from the Pittsburgh gen- 
eral office. The present supervisory force handles those conferences. 

Mr. Moss. We instituted in California just in the last few years a 

rather broad program of inservice training, and we found ‘that it 
increased the personnel we needed, unless we required the employees 
to attend these programs after hours. Now, as I understand it, in 
the post office many employees are presently required to use their own 
time outside of their normal hours for the mastering of the schemes 
in handling of mail. If we broadened the program of training and 
required them to devote yet more time to mastering techniques on their 
own time, is that not going to bring about a lessening of morale? 

Mr. Burx. It is my opinion that training in job procedures and 
methods should be done on the job and not off the job. 

Mr. Moss. Then that would probably increase rather than decrease 
costs, at least for the time being? 

Mr. Bork. It will during the training time, but it will shorten the 
training time. 

Mr. Moss. On the matter of recruitment I notice that in some in- 
stances 75 percent or more of those who have qualified by examination 
ultimately reject the opportunity for employment. Is that not largely 
because postal employment is not overly attractive ¢ 

Mr. Burk. I think it is because it takes too long from the time they 
take their examination until the appointment is offered. 

Mr. Moss. Then we find a large percentage of those who tried to 
take the examinations failed to pass # 

Mr. Burk. Yes. 

Mr. Moss. That would indicate that you are not getting the best 
people available for the job? 

Mr. Burk. That is right. 

Mr. Moss. And that again is partly due, I think, to the fact that 
postal employment is not attractive from the standpoint of salaries 
and from the standpoint of opportunities of going up the ladder? 

Mr. Bur«. It may be due to that to some extent, but I think it is 
largely because a proper recruitment program has not been handled 
in the field. There has been no organized recruitment program. 

Mr. Moss. Recruitment at substandard wage levels is not usually 
successful, is it? It would not be in your company ¢ 

Mr. Burk. I would not say in most locations that your wage level 
was substandard. 

Mr. Moss. That has been the most general complaint that I have had. 
That is all. 
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The CuarrmMan. Mr. Cole? 
Mr. Coxz. I have no questions. 
The CHarrmMan. Mr. Cretella ? 
Mr. Crerecia, I do not want to ask any questions, but I want to 
commend these three gentlemen who have given us a very Concise, 
nasterful presentation of their case. I think they have given us very 
Lor vl log and reasons for the penengye of this bill. If it does any- 
thing to add to the morale of the » posti al emp eret in my district, 


1 am for it 100 percent, because when we talked about morale on the 


other side of the table some of the ventlemen have indicated dismay 
at some of the things that go on, but if they went up to my district, 
they would find out that morale is pretty low in the post office. 

The Cuarrman. Thank you. 


Is here anyone else who wants to ask a further question / 


Mr. Dowpy. Mr. ( hairman ¢ 
Phe CHAIRMAN. Mr. Dowdy. 


Mr. Dowb I would like to make this statement, that I am not 
part ilarly Ji alte syle hnevel have been as to whether Democrats 
or Republicans are running the post offic I want the best men on 


the job If I have said anything that indi cated to the contrary, I 
did not mean it. 

Mr. Hoox. Could I make a statement there, Mr. Rees? 

The CuairmMan, Certainly, Mr. Hook. 

Mr. Hook. I think it is fairly well known by the committee that 


when the four top men who head the bureaus of this Department 

hosen., t e wel » selected o1 me sete Oh cette a ere e job 
specifications. ‘The Postmaster General : I sought the best men 
to meet the vecifiertiol Wi honestly do not know whether the sy 
contributed to or supported the cal ipaign. 

\ Lda r of fac tf. we were critl Zed pecause we did hot select peo- 
pte for reasons other than then qualifications. I think that is the vest 
answer to e problem. It is practical and realistic. We believe 
that only responsible people should be placed in these key positions 
regardless of then | olitical affiliation. 


Phe Cuarmman. Are there any other questions / 


a | 
We appreciate very much your presence here this morning. Thank t 

you, Mr. Burk, for the contribution you have made not only of your i 

service to the LD parti nt. but e) coming over here this Mol ‘ning and 

expressing your views from your past experience as a personnel di- ) 


rector and youl eXperience here after eX unining the Post Office De 
partment in this particular problem. 

The committee will meet next Wednesday at 10 o’clock. 

AW here eupon, at 12:10 p. m., the committee recessed to reconvene 
at 10 a.m., Wednesday, June 3, 1953.) 


‘ 
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